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ABSTRACT 

As part of the process of redefining institutional 
growth and vitality, the Dallas Community College District is 
attempting to become a "learning society," that is, an institution 
which is capable of on-going critical self-examination, which is 
process-oriented, and which encourages the development of new ideas . 
.;rbe^ma4ar-^ompanen in vo4^ved~i n—aehi^ 

becoming a community with a strong core of shared values based on 
behaviors that enhance the work envi ronment , such as trust, honesty, 
fairness, cooperation , creativity , and risk taking; (2) encouraging 
staff to become more responsible with respect to their own behaviors; 
and (3) creating more options and more time for growth using 
strategies such as setting aside work days during which 
administrators read, write, and plan for professional growth; using 
resource consultants to provide logistical support for 
administrators; developing a comprehensive council structure to 
encourage grassroots involvement in decision making; and encouraging 
free-forming groups to pursue innovative and qreative activities. As 
the District personnel focus on their values, become more self-aware, 
and develop more options for professional growth, they are becoming a 
^community capable of stimulating and supporting each other. "A / 
Commitment Statement of the Dallas Community College District: 
Organizational Values" is appended.' (HB) 
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THE DALLAS QUEST FOR QUALITY: THE COLLEGE BECOMES 
A LEARNING SOCIETY 



Let me first, very briefly, describe the Dallas Community College District 
and give you a measure of our- growth, which is comparable in many ways to growth 
in general in the Dallas area. The Dallas Community College District has 7 campuses; 
2 district sites; 800 or so full-time faculty; approximately 50,000. credit students, 
with an additional non-credit enrollment of 40,000 each semester. We serve a 900 ■ 
square mile service area that includes 1.6 million residents. Our annual budget is 
about $100 mifl^on, a little over 18% of that made up in local taxes and more than 
60% garnered through state appropriations. 

Nearly three-fourths of all college freshmen and sophmores who reside in Dallas 
County. and attend college in Texas enroll in our DistriQt^__SincOfi^i^ 



College in 1966, we have provided educational, services for over 1 million students. 
In the fall of 1966, our enrol Iment was 4,047. In 1983, our fall enrollment was 
nearly 50,000. The average age of our students is 27, about equally divided between 
male and female with about two-thirds of our students attending on a part-time basis. 

We serve a burgeoning community. As you know, Dallas is among the cities in the 
southwest that is "on the move" in almost any way you would choose to measure. 

4r 

- As is true of so many community colleges, we -are in a "passage" . as an Institution, 
just now. We are redefining what growth and vitality mean. We are no longer opening 
new colleges'. Instead of the quantram leaps of growth we experienced during the first 
fifteen years of our institution's life, we anticipate gradual growth or a leveling 
of enrollment. Now we are also finding ways to grow that are more sophisticated ^ 
and subtle - to grow in our ability.to respond to business and industry, for example, 
, ' or to grow in our ability to provide life-long learning or to use advancing techno- 
logy to better meet the individual needs of stt 
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The title of this forum suggests that the Dallas Coiiiinun i t.y College DistrlcL'.s 
goal is to become a learning society. That is en outcome derir to my heart, one we 
are already in the process of attaining. Certainly, there are a gr'eat many 
difficult tasks in store for an institution seeking to become a learning society. 
Such an institution must deal effecti vB.;[y with paradox and ambiguity. It must be 
capable of oii-going, critical self-examination. It must be brave enough to take a 
long, realisti^c look at where it is and where it needs Lo be. A learning society 
is process-oriented. It concentrates an inordinate amount of energy on how things 
are accomplished., It emphasizes horizontal rather tKan vertical workihg relation- 
ships. At the same time, it is chock full of idea entrepreneurs who are constantly 
trying something new, selling a'Better way, experimenting with the traditional. 

, l\s Chancellor, I must ask "over and over, "How do we become a learning society"?" 
"How do we learn to grow in these ways?" First and foremost, I expect high quality""^ 
performance from all of us at work in the District. I also have a fundamen i,al belief 
that the quality of the work will remain high only if the quality of the work environ- 
ment is excellent." c In other words, it is more difficult for a college to become a, 
learning society if certain basic needs are not being met, if the>'e is not a "comfort 
zone" provided by the organizati.on which- makes the large risks easier and which 
offers us ways to practice the human skills we need' to function as a learning society. 

Basically, over the last three years, I have spent a-great deal of time with' 

' "* 

leaders in the organization building this comfort zoneand cultivating .the human 
skills we need to become a strong working' .community — with a quality work environ- . 
ment. Tbelieve this emphasis enables us' to bfetter respond to the challenges 
facing our District without depleting.- ourselves, without -burning out, with more than 
enough energy left to risk in ways that will make us a learning society. 
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If I were describing Lhe process, I would poinL to these elements: 
First, wcare becoming^a coniniuni by with a stro ng c ore of shared 
values . To be a real ,coniniuni ty , there must he a common core of 
values; In the last year, top leaders within the DistricUhave 
spent much structured time, on retreats and at work sessions — 
identifying and clarifying thes'b values. In a nutshell, we have . 
come to say that we value certain behaviors that we believe will 
make a quality work environment more likely. Then we have defined 
thes2 behaviors as concretely as we know how. (I have a handout 
for you which defines them.) They include trust, honesty, fairness, 
openness^, j:ooperati^^^^^ 



By expressing our values in terms of behaviors, we underscore the 
Tmportance of process . We say we favor- processes irf our day-to-day 
work that- ^ " 

discourage hidden ager>das ^ 

avoid adversarial relationship 

minimize power plays " . . 

value deep commitment to our educational mission 

• ^ make each person responsible for his/her own actions. 

** 

T he second component of strengthening our work community has boen to 
encourage bur staff to become more responsible . If our values are . _ 
expressed through .behaviors , then we mus't pay attention to our work 
behaviors and what they implicitly and explicitly say about our work. 
My hupch has been that our organization s„ets up behavioral barriers 
almost inadvertently. 
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Soinothinfj porva'-iivu in our work ctillJire (jncoui'cvjos us to ho iiioi'o 
coinpoti 1.1 vo (irul torrUorial l:lian we noGcl to bo cind iiinkor. us rolucUnt 
at tiinos to be open nnd trust incj. 

The strategy we clevlsGcl to incroaso personal ro^pnsihil i i:y was to 
select: an internal consultant who would help make us be inoro account:- 
able. Dr.' Bqttie Tully, a professional with groat creclibi 11 ty w1t:hin . 
the District, was releas^ed from a portion of her work responsibility 
for a year to complete a special assignment. During the year she 
worked primarily among leaders in the, District. All of us, beginning 
witlr^nie, were involved in this process work\ We learned how to build 
tFustj'lW 

when we Kiisagreed. . 

Bettie has extended her internal consulting role with us for a second 
year and continues to increase our self-awareness so that we c."»n mr^.^a 
our stated intentions an^ our actual behaviors more consistent. I like 
the way Bettie talks about th^s. Her goal is to increase "pleasure in. 
^fie process of work." .She encourages -each of uV-tQ em power ourselves 
to experience pleasure in the process of work. •> 

Another element of strengthening our community has been to :r6ate more 
options^ more time for growth where we w.ork . I *beTie"^ a community is 
only as strong as it is Innovative and creative, only as strong, as the 
options for growth it' offers. We have a -whole cluster of strategies 
that seek to offer more ep^ ;ns, more time,jfor growth. Several of these 
strategies include: 



RCrtttorocI Miraughoiil; l;lio yoar tihnl: havo boon sol; nsiclfi for (icliiiiiii- 
' r.tral:ors to road, writo, and plnn in wnyii Uint provido for l;hoir 
own profosa ional' growl;li. Wo.acjroo t.o cortnin cjround rulos on thoso 
Wodneadciys - to koop phono calls l;o a niinlimini and not; l;o schodtjlo 
niootinfjs. After tho first; yoar wo ovahied Wonderful Wednesday and ■ 
found that 65% of our adniini s -.rators had actually partici|)ated,^ 
with almost 90% of those s'ayinc] that Wonderful Wednesday had had a 
positive effect on their morale. Ninety-seven percent of those 
who responded to our evaluation, indicated that they would like to 
see Wonderful Wednesday continued. To demonstrate the kind of 
response the pr'actice has generated, let me read this cjm^te from one 
of the evaluation forms: ' , 

"I have derived a sen^e of pride in being ^art of an 
Organization that would entrust me with time to grow 
' professionally and improve my effectiveness. Thanks < 
\^ ■ for th,e opportunity." ^ 

Another strategy is to use resource consultants . We have several district* 
professionals who, as part of their responsibi lities, gather information, 
prcivide logistical support^, and offer food for thought through concept 
papers, briefings and workshops. They -buy leaders time for more cr^eative 
work. Educational leaders are swamped with information,' and to. me, it makes 
sense .to have someone sift through mountains of materials .to select a few 
especially relevant ideas or opportunities. ' - ' 



Ovo)' tho Iti5t tilireo yoars , we havo clevelppocl n coinproliena I vo 
counci l ivtnictiiro. nnotlior strntooy. Tho bi\'^\c fonmt. hns huon 
to pull l;Q(|otl)er profosalonals from acrous l;hn 1)1 strict who porfonn 
tho snine tdsks within our institutions. Tliur, our councils reprosent 
,i(fll sQvan collogGs nnci approprlnto district units. Thoynioet ronularly 
aro charqed with soveraT koy'rosponslbl 1 1t1os i 

' '» 

To -listen to all employees within their work cjroups and 
share ideas, concerns, problems., and solutions; 

To communicate what is learned throughout the District; 

s J' 

To problem solve , when problems are raised in their 
work areas; . • ^ 

To make decisions on matters which directly affect them; 

. Xq make recommenclati ons for change when solutions to ^ 

\) 

problems cross work group line-s. 

Our council structure truly encourages grassrppts involvement,- It 
encourages decision-making and responsible action among those who 
are most directly affected by problems. The; council structure i's, in 
essence, designed to empower more and more employees. 

' As a final strategy, we encourage free-forming groUps , Lately, thes^ 
have formed in growing numbers throughout the District. Such groups 
encourage members to pursue innovative and creative tasks, to support 
one another in the risky business" of exploration. They get rid of 
barriers and work on specific projects beyond the range^of day-to-day. 



One SLieli coiiinitr.oQ luis fonnofl M: Rlchlnnd, Cnl lor|Q, Approprlfltoly, 
'11. is cAllofI tho Uncoiimilttoo. Tho Uncoiiiiiil l;U)o 1s <in Intortrisclpllnnry 
group of ,i(liiilnistrnl:orR onci faculty who inool; monthly to discuss rofldlnas 
tjirtt roflQot on those Inroe Issuos (\m\ IdodS oducdtors so r.dldoiii tdko 
t1ino to consider. For oxdinplo, dui^incj tho Inst several months thoy have 
read (locker's Donlnl of pent h and Fromm's Jho..R.eyo1u;t1on of llopo. Ttioy 
t'nlkod about tho ways bur belief system can both Inhibit and liberate us 
as, human beings who also happen to t>G educators. To niy' mind, groups like 
.this one are exploring <ways to make l;pc\rn1ng more connected for our *~ 
. •• students and, for us. Tills Is critically Important. We live In an In'te^r- ^ 

dependent work and our, Teaming experiiences niust be eonnected.' 

<. " ....... . .,.'»...,. .' 

These are only a few of the strategies we arrj working on now. . 

As we focus on our values, become more self-aware, develop more options for 
professional growth, we are, in effect, becoming. a community capable of stimulating 
and supporting e^ch other . We are empowering one another, ^encouraging each other 
to participatein work^n more authentic ways.. All of the' professionals in our 
District are free to take initiative , but they also must" take- responsibility for 
their- initiatives. •. • . . , . ' 

I guess I would say that creating such a community, creating such a quality 
work environment 'has its r<isks. There i5 a good bit of -"feistiness" that surfaces. 
Your colleagues are less likely to let you get away ,wi Mi crazy bel^vior or with 
-laziness, You^find you must be mentally arid emotionally present at work. .You must 
stretch. yourself • But these are the kinds of 'demands that become rewards. At 
least that is what we are finding as we wgrk to become a learning society . 



, . A COMMllTIRHT STATmENT OF THE WM-LAS C0^f1UNlT¥ COtLEQE PISTRICT 

- ' . , OnOANIZATION VALUES 

Ma serve itudent*. Their nM* •ml nxpectatlani must Infnrm our work, We serve 
th^m |)e$t hy eniurlng thu the filuciitlPn we p(:qy1(le 1» of the highest qiiAlUv. ThM$ 
the orqArt1i«tiorvil vfllMel whkh we,>M1eve to ,NJm|>ortflnt ure those which enable ms to 
serve itu(Jent« better, * / • < 

/■ ■ 

Reaiuing th<^t our own high expectetlons fOfnetlme;! enceed whAt li Invnedletely 
po$i1ble In « complex orgflnliAtlon, but that providing excellent educetlon. U more 
likely when theie expectations 4re (^leeri the leaderihlp of the Dalian Community .Col** 
lege District holdi td these commitments} 

He must Insist upon exccillent performance from ourselves and each employee through; 

Clear expectations end evaluftlon. 

Cont1nue(lVrofess1onal growth, , 

Reward and recognition for outstanding achievement. 

We must provide a quality work environment for, all our employees through: 

Work that Is* meaningful, that.ls productive, and that encourages Indi- 
vidual Initiative and offers enjoyment. 

Salary, benefits, programs, facilities. 

Hutual support for each other and our work groups,' 

. Believing th^se two tenets to be primary, we therefore assert the following 
behaviors to be crucial- to the achievement of qi^lty In our work: 

Hutual Trust : We value each other as persons sharing perspectives, accom- 
modating differences, assuming motives are trustworthy. This 
quality underglrds the others. > 

Honesty ; We speak and act truthfully, without* hidden agenda — saying when 

we make mistakes or do not Know, keeping comml tmentsi avoiding 
silence when. It my be misleading. 

Fairness; We treat each other Justly — applying rules with equity, provid- 
ing opportunity based on qualifications, giving each other the 
benefit of the dofibt. 

t>* ■' ' ■ > . 

Considerate, Open Communications: We share'lnfomfiatlon. Ideas, and feelings , 11s- 
tenlng carefully, speaking forthrlghtly, respecting opinions of ' 
colleagues. . 

Cooperation; We work together to achieve cotimon goals *- looking beyond self- 
Interest, remaining helpful In difficult situations, endquraging 
compromise and positive change. v ^ 

CreatlvUy; We value originality and vision— freeing professionals to try 
something new, expecting follow t()rough, using Ideas that work.' 

Responsible Risk-taking ; We respond well to challenges — considering carefully, 
acting although uncertainties remain, moving forward In spite of ^ 
possible criticism. 

. r Because these commitments and behaviors are of great significance, we hold them as 
essential to our* task as educators, and we hold ourselves and all the Dallas Community 
College Distritt staff accountable to achieve them. 
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